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World-class organizations form around a compelling vision and common values that are shared by all of the members of the organization.  In the new business climate of globally focused world-class companies, leaders are not “bosses” but rather leaders who have the ability to create a world to which people want to belong.  This style of leadership utilizes various leadership strategies to successfully bring visions into actions.  

A definition of World-class leadership can appear to be as illusive and intangible as the giant squids from the ocean depths. The Economist defines world-class as “in a class of its own.”  Phil Geldart in his book “In Your Hands: The Behaviors of A World-class Leader” defines a world-class leader as, “No one, anywhere, does what you do better that you do it” (Geldart, 2000, p1). This definition places the world-class performer in with a group of individuals whose performance is such that no one, in any other organization, anywhere in the world, does a better job.  

What are the behaviors and strategies that a leader must instill to lead their organization to world-class recognition?  What are the elements that make up a world-class leader allowing for a more tangible and visionary approach? The essence of a world-class leader lies in his or her strategies for success in areas such as communications, personal relationships, cultural elements, and management of change.  Couple this perplexing definition with a shortage of leaders in our organizations and you have the beginning of a difficult journey.  

With this understanding, we can ask, “What are the leadership strategies needed for world-class leadership?”  To address this question, a research questionnaire was sent to over 250 businesses and organizations seeking their insights into the leadership strategies needed for a leader to lead an organization to become recognized as world-class. World-class leaders live their day following the advise of Napoleon Hill.  “You are searching for the magic key that will unlock the door to the source of power; and yet you have the key in your own hands, and you may make use of it the moment you learn to control your thoughts.”  World-class leadership is about learning to use the keys (strategies) effectively to make the organizations world-class.

Our research has led us to identifying nine emerging leadership strategies. When used effectively, they lead to world-class recognition.  They are:
· Strategy for communication – Good leadership is mostly good communication (Clutterback 2002).  

· Strategy to build integrity and trust – A leadership strategy to build and maintain integrity must be a part of the foundation.  Trust is described as the foundation for “the four cornerstones of moral leadership” (Clawson, 2002).
· Strategy for creating relationships – In today’s business world the ability to create relationships is paramount.  Relationships must be built for customers, employees and staff, your community, suppliers, peers and competitors.

· Strategy for change – Change is about traveling from the old to the new, leaving yesterday for a new tomorrow (DeJager, 2001).  The role of the world-class leader is to challenge the status quo, identify opportunities for improvement and implement change to achieve ever higher performance.

· Strategy for teamwork – Teamwork is a strategy that can increase a leader’s effectiveness, improve the morale and productivity, and harness the skills of the organization’s members.

· Strategy to grow leaders – to produce champions – Leaders who consistently pass on their strengths are meaningfully increasing the overall intellectual capital of the organization.

· Strategy for building a world-class organizational culture – Organizational culture can prove to provide a competitive advantage giving all the members a common basis for understanding, interacting, and growing.

· Strategy for risk-taking – The manager has his eyes on the bottom line.  The leader has his eyes on the horizon (Parker 2001).
· Strategy for creating and implementing a shared vision

The literature review provided additional insights into these nine leadership strategies.  
Strategy for communication
“Leaders do not have a choice about whether or not to communicate.  They only have a choice about how much to manage what they communicate.”  Edgar Schein

A world-class leader is someone whose actions, with the ability to communicate, have the most profound consequences on other people’s lives. Communication is an invincible strategy necessary for world-class leadership. This sharing profound knowledge, for better or worse, impacts their lives forever.  This ability to communicate effectively makes an enormous difference in employees’ attitudes toward the total organization.  

“Really effective leaders/managers: set mutual expectations clearly; make sure everyone has very clear objectives and performance measures and check that they understand them; are good at planning and at communicating the steps between where the team is now and where it needs to be; give continuous feedback; give people very stretching goals to achieve, but ensure they have all the support they need from the manager and their colleagues; make sure that achievements are recognized, both within and outside the team; encourage and establish team members’ sense of self-belief” (Cutterback & Hirst, 2002, p53).  Noting that communication impact every key component of an organization, a strategy for an effective communication program is key for an organization to achieve world-class status.  Communication will impacts worker morale, worker productivity and performance, organizational change, corporate identity.  A quote from John Darling (1999) nicely supports this statement. “Communication creates meaning for people in organizations, or at least it should.  It is a primary way any group of individuals, small or large can become aligned behind the overarching goals of an organization.  Getting the correct and intended message across at every level is an important key” (Darling, 1999).
The benefits are increased commitment to the organization for the vision, greater cooperation throughout the organization, creating synergy and teamwork; elimination, or at least the minimization, of rumors, untruths, and misunderstandings that undermine employee morale; and employees feeling appreciated, recognized, and motivated to reach past themselves to others in the organization.  Communication is a defining element of an organization’s culture and it is through that defining element we find trust, our next strategy, in the world-class leader. 

Strategy to build integrity and trust

Clawson in Level Three Leadership describes “world-class performers as people who are performing at the pinnacle of their professions” (      ).  Trust is essential.  Trust is essential in everyday life.  Trust is essential for any human relationship.  Trust is personal integrity and honor.  World-class leadership may be defined as the level of trust built and the positive products associated with that trust.  

Trust is a trait for world-class leaders.  It has become obvious that trust is an ever-important quality in today’s organizations.  We find in Tyco, Endron, and Worldcom the results of the lack of trust.  “World-class organizations and world-class leaders are moving from a culture of fear to a culture of trust” (Marshall, 2000).  
Strategy for developing relationships

Relationships are very important in everyday life. Creating relationships with employees, customers, suppliers, vendors, and even ones competitors permits an organization to be more responsive and proactive to meeting the organizational goals and objectives.   Creating relationships is also just as important for world-class leaders as a means to achieve the organization’s mission and focus the energies and resources of the organization toward attaining world-class.   We must have a strategy for creating relationships in such a manner that they will help build a positive synergy throughout the organization.  Strong and effective relationships are based on trust and respect that one has for another. “Trust affects power.  It changes the balance in power in relationships.  Trust between people increases security and potential while it lasts.  Trust produces the vulnerability to risk of betrayal and failure” (Ward, 2003).
Managing relationships is critical to understanding the needs, desires, and expectations of everyone around you.
Strategy for change

World-class leadership is leadership that demonstrates the very best and most effective strategies for change.  The knowledge of the way the world marketplace is changing in relation to where we are and where we wish to go makes it incumbent to the world-class leader to adapt a strategy for change.  We all recognize that we live in a time of accelerating change and the only way to survive in this time of change is for the leader and the organization to adapt to change.  The need for understanding change; therefore, is critical because organizations worldwide are confronting more turbulent markets, more demanding stakeholders, more discerning customers, and a much different marketplace than what was in place just two years ago.   The role of the world-class leader is to challenge the status quo, identify opportunities for improvement and implement change in a bid to achieve even higher performance in every aspect of the business.
Strategy for creating and implementing a vision

The world-class leader is a visionary.  Visionary leaders use their unique leadership insights to develop a vision and convince others in the organization to support and help reach new heights or world-class status.  The development of a visionary strategy will determine where the gaps are, where the organization is, and where the organization can go. Vision is that imaginary place where an organization can go and it indicates a gap between what is and what can be.  Vision is a necessary product of the world-class leader.

Yearout, Miles, and Koonce provide some insights for the world-class leader to implement the strategies in their article, Multi-level visioning.  They note, “Once there is clarity and agreement among leaders on where they want to take the organization, the challenge is to enlist the help of employees” (2001).  They suggest five steps for the world-class leader to take to move the vision toward reality.  First, establish positive tension in the organization by contrasting the vision of where you want to take the company with where it is now.  This positive tension will serve to motivate the employees to be helpful in making the new vision a reality and move the organization toward world-class status.  Point two: leverage lessons from the past.  Recognition what has gone well in the past can help the organization reach out to the stakeholders in a positive way; however, recognizing the need for change.

Strategy for building a world-class organizational culture
What is culture in an organization?  Organizational culture is not a list of values developed by senior management and placed in a frame on the wall or a break room.  Organizational culture is, in essence, a set of basic rules or guidelines to give members of the group or organization a common basis for understanding and interacting with each other (Goleman, 2002).  Culture is a phenomenon that surrounds us all.  It helps us understand and define an organization by focusing on values, behaviors, norms, and traditions.  The values, norms and integrity of a workforce define the organization as it is perceived from within and by the outside world.  The culture appears to be the operating system of an organization and guides how employees think, act and feel.  World-class leaders must be conscious of this culture or otherwise it will manage them. 
John Kotter’s work provides further emphasis upon the centrality of corporate culture as an issue facing the potential leader.  In describing, “what leaders really do,” he cites these concerns as a central theme for a leader who is engaged in a program of change.  In his “Ten Observations About Managerial Behavior,” Kotter notes that failures to effect meaningful change arises when leaders fail in “anchoring changes in the corporations culture” or when they fail “to sufficiently connect new approaches to the culture or to create new cultures that can support these approaches” (Kotter, 1999).
Today the pace of change is so rapid, particular in high tech industries.  Only organizations that can adapt to this fast changing environment can survive.  The secret to an organization being able to manage both change and continuity lies in the leaders understanding and influencing the organizations culture to fit the strategic goals.
Effective leadership, in regards to cultural interactions and development, are critical to a leader fostering a successful atmosphere. Spragins puts it quite well, “To that end, we looked for managers who find novel ways to demonstrate how deeply they value their employees (2003).  The strategy for world-class leadership utilizes in the dissemination, understanding, and development of an organization’s culture is a vital part of the skill set required to take the leader from a “good” leader to a “great” leader.  “Understanding how the culture of an organization impacts the bottom line and profitability of a company can be revealing, Companies can maximize their profitability by defining all the elements of its culture, deciding if they like what they discover, assessing if their behaviors and actions are supportive of the culture, and conducting thorough assessments of personnel to ensure they fully embrace the culture of their organization” (Bliss, 2003, p9).
Clearly, one of the principal tasks of the world-class leader is to ensure that the group fosters an appropriate or positive culture.  Obviously, there is no single “right” culture, so this aspect of leadership is fraught with difficulty.  However, in order to aspire to world-class leadership, any potential leader must place heavy emphasis upon creating or nurturing positive organizational culture and to eliminating negative culture influences.
Strategy for risk-taking
Samuel Johnson, back in the 18th century, said that taking risks is worthwhile because it is the “risk of the certainty of little for the chance of much.”  These days, risk is seen as a negative thing and people go to great effort to minimize their risks in all things.  As leaders who presumably have their eye on being successful in the future, risk becomes something less philosophical as Samuel Johnson may characterize it, and an endeavor that is very much worth understanding and embracing as a part of their leadership mentality from the beginning.

Is risk taking a key strategy for world-class leadership?  I believe that research would strongly indicate that the capacity for taking risks of many kinds is a necessary function of sound leadership and managerial practice.  Companies and their leaders need to be comfortable taking risks in order to simply survive in today world marketplace.  Responding to the economic factors that effect a business and being able to reasonably anticipate the needs and demands of the future requires a significant amount of risk.  Innovation and development of new products and the marketing confidence to pursue them is based heavily on risks of failure.  Survival, success and happiness would appear to be intrinsically connected to the ability to manage, lead, and undertake risk.

Attitudes toward risk also have a big influence on decision making.  Risk-averters are inclined toward “safe” strategies where external threats appear minimal; profits are adequate but not spectacular; and in house resources are ample to satisfy anticipated needs.  They may view pioneering-type innovations as too chancy compared to proven, well-established techniques.  Risk-averters place high value on strategies that minimize the downside risks.

Eager risk takers lean more toward opportunistic strategies where the payoffs are greater, the challenges are more demanding and the glamour is more appealing despite the chance of failure.  For the risk take, innovation is preferred to imitation, and launching a strategic offensive ranks ahead of defensive conservatism.  A confident optimism about market prospects overrules pessimism, and attempts to improve the firm’s market position are more attractive than maintaining the status quo.

As world-class leaders who presumably have their eye on being successful in the future, understanding risk and developing a strategy for risk taking become very valuable tools in the leader’s toolbox for success.
Strategy for teamwork

With the challenge and complexity of business today, no leader can lead alone; he or she needs the help of others. Teamwork is a strategy that can increase a leader’s effectiveness, improve morale and productivity and harness the skills of the organizations’ members.  Geoff Unwin, Chairman of Cap Gemini SA, has said he relies heavily on teamwork and others to accomplish his goals.  Not only do teams enable him to reach his desired goals, but they usually produce higher quality results (Ashby & Miles 2002).
Teamwork allows for an increased number of ideas and thoughts to be generated on how to solve a problem or increase productivity.  Leaders who encourage teamwork are able to take advantage of the additional skills and ideas others have.  Leveraging the skills and ideas of several employees, instead of just one, increases the speed and accuracy with which problems can be solved and leads to increased productivity.  Sims, Manz, and Stewart (1999) documented the implementation and activities of teams at the customer service center for the IDS financial services organization.  Without supervisor assistance, team members developed and implemented process improvements that reduced the time needed to answer the phone during peak periods from 7.5 minutes to 13 seconds.
In 1999 Kotter observed the “Because managerial work is increasingly a leadership task, and because leaders operate through a complex web of dependent relationships, managerial worth is increasingly becoming a game of informal dependence on others instead of just formal power over others” (1999). World-class leaders in today’s business world face a very fast-paced environment filled with both opportunities and challenges on several fronts.  Leaders must address the opportunities and challenges if their organization is to survive and prosper.  Even if they posses many of the skills needed to be effective in their leadership role it is often difficult, if not impossible, for the leader to address the issues.  Leaders must actively encourage teamwork at all levels in the organizations.  A strategy for teamwork would have leaders at all levels integrate teamwork into their inventory of effective strategies for the growth and success of the organization.  
Strategy to grow leaders to produce champions

We constantly hear people are the most important asset an organization has and their effectiveness is key to success.  Growing leaders is an integral strategy for world-class organizations and consequently world-class leaders.  The development of leaders within an organization can have a dramatic effect on the organization’s culture, growth, productivity, market share, and even profit.  According to Jim Krug, a consultant with the Development Institute of Denver, Colorado, “…approximately 75 percent of leadership development occurs on the job” (Krug, 1996).  This statistic shows us that the majority of the time leadership is being taught through the organization as opposed to an academic setting or hiring from the outside.  A world-class organization must have a strategy to grow leaders and produce champions.

Leadership development needs to be related to the organizations strategies and goals (Zenger, 2000).  One of the over whelming comments in the literature is that leadership needs to focus on connecting to what the company values and what the company’s goals are.  In the leadership development process, the organization needs to fully identify and then communicate the strategies to the managers or associates to be trained.  Additionally, the leadership needs to be connected with the organizational culture.  Another area of focus for growing leaders is to provide realistic training scenarios for individuals in the leadership training programs.  The literature points to the importance of training programs that use theory to train leaders instead of practice.  As Edward Deming would approve, it is through the development of a theory we learn new and profound knowledge.

Several large world-class corporations are taking senior leadership involvement to the next level by having senior officers conduct the training themselves.  The CEO of PepsiCo, Roger Enrico spends 100 days a year running Pepsi’s leadership development program for top management. “The central idea is simple:  The most important responsibility of a leader is to personally develop other leaders” (Tichy and DeRose, 1996).
Growing a leader is not something an organization does on the spur of the moment expecting results overnight.  It takes time.  It takes commitment and determination.  It takes a strategy.  It requires a solid foundation with proper planning, use of the organizational culture, proper training methods and individuals with the right stuff, potential, and wanting to excel in world-class leadership. 
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